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Abstract
Title of Dissertation:
The International Maritime Organisation: A Study
From an Organisational Effectiveness Perspective
Degree:

Master of Science

This dissertation explores the role and effectiveness of the International Maritime
Organisation (IMO) in its mandate to respond to pollution emanating from ships as
well as facilitator for the protection of the marine environment. The research utilises
organisational effectiveness models to assess the efficiency and effectiveness of the
IMO, by focusing on the organisation’s contributions to addressing ship source
pollution as well as protection of the marine environment. The research focuses
specifically on MARPOL implementation and enforcement and the emerging
challenges faced by IMO and Member States in fulfilling this role.
In order to ascertain both the effectiveness and efficiency of the IMO, the research
considers the organisation’s structural configuration and transparency, technical
assistance to developing and least developing countries in the implementation of the
instruments, as well as its aspect of governance. This research utilises both
quantitative and qualitative analysis.
Hence, the quality, strength, and relevance, of the data obtained are examined in
order to determine how well they will contribute to this study's findings. In addition,
opinions of experts from the maritime industry especially Member States were
obtained using semi-structured interviews. These interviews were done in
conjunction with a literature review as part of the data gathering process.
The effectiveness of the IMO in its mandate to prevent ship source pollution is
heavily dependent on how the Member States are implementing and enforcing the
mandatory requirements of MARPOL. In as much as the IMO is responsible for
addressing marine pollution emanating from international shipping, its mandate
cannot be fully achieved if the Member States don’t take the onerous responsibility
of implementing and enforcing the mandatory requirements of the Annexes of
MARPOL.
KEYWORDS: International Maritime Organisation, MARPOL 73/78 convention,
Organisational effectiveness, Member States, Enforcement, Implementation
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CHAPTER ONE
1.0. Introduction
1.1. Background
Shipping is an important sector and user of the oceans, carrying about 90% of the
world trade; transferring passengers, cargoes, commodities, fuel, raw materials as
well as consumer goods from one destination to another. Hence, it was incumbent
upon the United Nations (UN) to establish a unique and specialised agency for
regulating international shipping through developing and adopting measures for the
ship’s safety, security and protection of the marine environment. It was against this
backdrop that the International Maritime Organisation (IMO) was established in
1948 as the overarching body or regime charged with the responsibility of regulating
international shipping from the perspective of safety, security, and protection of the
marine environmental (Karim, 2016; Lim, 2017).
There has been a significant increase in volume and size of ships and cargoes over
the years through economies of scale, and that IMO and its member states have been
working together to create a legal and technical framework through which the
international shipping can become safer, and secure and maintain an efficient and
effective protection of the marine environment from ship’s pollutant (Mensah, 2007).
The IMO as a specialised agency of the UN, has since the late 1950’s been trying
significantly to contributing and providing an avenue for effective cooperation and
coordination among its member states in the aspect of governmental regulations as
well as practices relating to shipping and international trade, and the adoption and
facilitation of international multilateral treaties covering a diverse range of technical
issues. Since the advent of IMO, achievement in terms of its mandates have been the
successful adoption of over fifty international conventions and protocols as well as
hundreds of codes, guidelines and recommendations pertaining to those international
instruments (www.imo.org; Attard et. al. 2018).
However, the effectiveness of IMO has been critique over the years by some
international and non- governmental organisations as well as some Member States,
regarding its prompt response to addressing ship source pollution; especially oil
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spills, climate change action or carbon emission from shipping. Also, other
stakeholders such as shipping companies, classification societies and independent
media bodies have questioned the organisation’s structural configuration and
transparency, technical assistance to developing and least developing countries in the
implementation of the instruments, as well as its aspect of governance. (Davey,
2021; Bai & Li 2021; Psaraftis & Kontovas, 2020; Baumler et al. 2021).
Past and contemporary researchers of different disciplines had attempted in
undertaking researches on Organisational effectiveness of prominent Organisations
around the world, aimed at measuring and evaluating their effectiveness in regards to
their mandates, Organisational structure and architecture, mission, vision and other
salient parameters that constitute to their overall performance.
Therefore, assessing the Organizational effectiveness of the UN specialised agency
responsible for addressing matters relating to the affairs of international shipping is
of essence and a necessity in regard to performance and mandate. This research seeks
to assess IMO’s effectiveness in relation to its response to pollution from ships and
protection of the marine environment.
The work and functions of IMO that constitute its overall purpose and performance
is spelled out in its mission and vision statement, which states that the mission is “to
promote safe, secure, environmentally sound, efficient and sustainable shipping
through cooperation”. Also, its vision is to “uphold its leadership role as the global
regulator of shipping, promote greater recognition of the sector's importance and
enable the advancement of shipping, whilst addressing the challenges of continued
developments in technology and world trade; and the need to meet the 2030 Agenda
for Sustainable Development” (www.imo.org).
This aforementioned mission and vision statement of the Organisation can be
achieved through the adoption of highly practicable standards in maritime safety and
security, prevention and pollution control from ships, safety and efficiency of
navigation, address and analyse any emerging issues as well as incorporating related
legal matters and implementation of the IMO instrument (Karim, 2016). As an
organisation aiming to achieve its goals as well as addressing its current and future
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challenges in its mandates, adjusting and updating its role clarity and strategic
directions is a recipe toward attaining its effectiveness. Hence, the current strategic
direction of the Organisation in meeting its present and future goals are to; Improve
implementation, Integrate new and advancing technologies in the regulatory
framework and Respond to climate change, Engage in ocean governance, Enhance
global facilitation and security of international trade, Ensure regulatory effectiveness,
Ensure effectiveness, Address the human element (www.imo.org).

1.2. Aims and Objectives
Although the IMO addresses diverse maritime related issues affecting the
international shipping including safety and security of ships, human elements,
seafarers’ competency and other crucial matters, this research focuses on the marine
environmental mandate of the IMO. It aims to assess the IMO as the regime charged
with the responsibility of responding to marine pollutions from ships and protection
of the marine environment from an Organisational Effectiveness perspective.
The objectives of this research are;
1. To use organisational effectiveness concept to assess IMO regime for
prevention of marine pollution from ships and protection of the marine
environment; and
2. To examine the significance and contributions of IMO in regards to marine
pollution prevention;

1.3. Research Questions
1. What is the effectiveness of IMO from the perspective of organizational
effectiveness theory?
2. As a regime, how effective has IMO been in responding to marine pollution
incidents?
3. What is the contribution of IMO to meet its objectives in addressing marine
pollution and protection of the marine environment?
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1.4. Problem Statement
The IMO as the body responsible for addressing matters pertaining to safety of
maritime transportation, including marine pollution from ships and protection of the
marine environment, has been working continuously over the years to mitigate all
forms of pollutions emanating from ships to the marine environment either as a result
of collision or grounding accident or through pollution from the normal operations of
vessels. Considering the diverse and crucial roles and issues undertaken by the
organisation in regulating maritime affairs among the different maritime stakeholders
in contemporary emerging issues, its capability in addressing challenges effectively
and adequately in maritime safety and pollution from international shipping has
become an issue of discussion among these stakeholders over the years (Karim,
2016; Psaraftis & Kontovas, 2020).
The implementation and enforcement of the International Convention for the
Prevention of Pollution from Ships (MARPOL) and other instruments of the
organisation by member states has also been a major talking point that questioned the
effectiveness of the Organisation, being that they are the competent regulator and
supervisor of all maritime affairs globally (Davey, 2021; Lim, 2017). In respect of
the continuous functions and responsibilities carried out by IMO regarding
MARPOL, research to evaluate and assess the performance and effectiveness of the
Organisation as the regime for addressing marine pollution and prevention have not
been extensively expounded. Hence, the outcome of this research is to ascertain
whether IMO as the competent body in addressing marine pollution from ships have
been able to achieve its predetermined objectives over the years, from an
organisational effectiveness perspective.

1.5. Methodology and Materials
This research is conducted based on an analytical study aimed at assessing the
organizational effectiveness of the IMO in regards to its mandate and performance
relating to marine pollution from ships and protection of the marine environment. In
order to achieve the purpose of this research, the researcher utilized the Goal-based
model of organisational effectiveness couple with organisational effectiveness
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checklist, as well as materials from IMO database, and the incorporation of views
from maritime stakeholders through survey questionnaires and semi- structured
interviews. Materials from reliable websites pertaining to the context of this research
are utilised as well.

1.6. Key Assumptions and Limitations
The key assumption for this research is that organisational effectiveness is a key
prerequisite and a decisive factor of an organisation in accomplishing its
predetermined objectives, and also in terms of achieving greater performance.
This research will not focus on the overall mandates and functions of IMO as agency
or organisation, and will not assess or evaluate the structure or hierarchy of the
organisation, but will focus specifically on its mandates in regards to: as the regime
or the entity responsible for addressing and responding to issues related to marine
pollution from ships and protection of the marine environment.
Since determining or assessing organisational effectiveness of an organisation as in
the case of IMO in its mandate of addressing marine pollution from ships is a
broader concept, this research will not exhaust everything in line with IMO
performance in addressing marine pollution from ships. Furthermore, accessing
certain information about Member States from the IMO data base will be another
limitation to this research.
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CHAPTER TWO
2.0. ORGANISATIONAL EFFECTIVENESS CONCEPT AND PERSPECTIVES
2.1. Introduction
This chapter examines the theoretical perspective and models of organisational
effectiveness, and how other researchers have utilised this concept of effectiveness to
assess the UN and some of its agencies, and international organisations. Furthermore,
this section of the research attempt to explore and link effectiveness as significant
criteria for assessing organisations mandates.

2.2. Organisational Effectiveness
Since the earliest period, humanity have tried to invent and improve the best system
of an organisation interms of handling emerging challenges of societies in order to
maximize and enhance effectiveness. Hence, researchers in the past decades as well
as contemporary theorists in management have studied and identified that
organisational effectiveness is one of the most salient and crucial topics that is
inevitable in organisation studies (Alghffari et. al. 2016). Organisational
effectiveness is a decisive factor of an organisation in accomplishing its
predetermined objectives, and also in terms of achieving greater performance, and as
such, an organisation must have a clear, distinct understanding regarding status of
effectiveness through frequent organisational effectiveness assessments. These
assessments can in turn serve as a requisite and a guide to facilitate and enhance
performance and effectiveness that will enable organisations to cope, adapt and
execute their predetermine aims and mandates (Sayereh 2009; Alghffari et. al. 2016;
Sayereh 2006). Effectiveness in a strict sense is a very complex and contentious
aspect that most past and contemporary managerial thinkers viewed as the attention
to goals or achievement oriented in an organisation and the relationship with the
external environment. (Bernard, 1964).
Drucker emphasizes that society and the individual within it are unable to fully
satisfy their expected needs without effectiveness. He further stated that “only
executive effectiveness can enable this society of ours to harmonise its two needs: the
need of organisation to obtain from the individual, the contribution of it needs and
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the need of the individual to have organisation serve as his tool for accomplishing
his purposes” (Drucker, 1967: p177). People’s behaviour in an administrative
organisation should be persuasive oriented in line with the goals and objectives of
the organisation. This purposiveness induces an integration in the form of behaviour
through which the administration can get things done as well as determining what
ought to be done (Simon, 1957: p4).
Organisational effectiveness has been defined as the level that an organisation as a
social system [….] will fulfil its predetermined objectives (Georgopoluous &
Tannenbaum 1957 p.180). Also, it has been referred to as the capability of an
organisation to capitalize on its environment for acquisition of scarce resources
(Yuchtman & Seashore 1967). Furthermore, it has been defined as “the relative
ability of the members of an organisation to mobilize their center of power towards
productivity, adaptability and flexibility” (Mott, 1972). As a result of the increase in
knowledge and thinking towards the topic of organisational effectiveness, some
contemporary theorists view it as the ability of an organisation to achieve its
predetermined objectives and intended outcomes with the given amount of resources
(Ghorbani & Sedeh, 2014; Sayereh, 2006).
Conceptually, there is no fixed definition of organisation effectiveness as a result of
different fragmentation of perspectives and views about organisation, and as such,
there is not yet a specific cumulative coherent model to evaluate organisational
effectiveness. However, notwithstanding the ambiguous perspectives and views
about organisation effectiveness from different schools of thoughts, progress has
been made in the light of reaching a common unanimous agreement in evaluating
and assessing organisational effectiveness using identified models (Martz, 2008).

2.3. Literature Review of Organisational Effectiveness of Select Organisations
Past and contemporary researchers of different disciplines have attempted to
undertake research on organisational effectiveness of prominent organisations around
the world, aimed at measuring and evaluating their effectiveness using quantitative
and qualitative approach in regards to their mandates, organisational structure,
mission, and other salient parameters that constitute to their overall performance.
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Mahapatra (2016) researched on the (in)effectiveness of the United Nations Security
Council (UNSC) and International Peace and Security using a quantitative approach,
wherein he looked at the Security Council as the enforcer of both peace and security
as well as the de-escalator of conflicts between sovereign states. In his research, he
examined the (in)effectiveness of the UNSC on the basis of its mandates and
enforcement and its geopolitical structure in terms of vision and interest of the five
permanent veto-power members. He went further to assert that the (in)effectiveness
of the Council in its mandates in any given situation is influenced and dependent on
the tangential need, core interest and geopolitical ambition of the five permanent
members; which was also brought up by Hannay (2009). However, the research did
not focus on the goals and milestones achieved by the Council as a pre-requisite for
assessing effectiveness or ineffective of an organisation.
Giladi and Shanny (2021) also use a quantitative approach to research on the
organisational effectiveness of the International Court of Justice (ICJ) in an attempt
to assess its effectiveness based on procedural fairness, quality and efficiency of the
judicial process, affordability and transparency as well as inclusiveness. In their
research, they examine and highlight the achievements of the International Court and
corresponds them to the mandates, goals and objectives for which the ICJ was
formed. Shanny (2012) researched also on the effectiveness of the ICJ using the
Goal-based model of assessing effectiveness, and his views were reaffirmed with the
research of Giladi and Shanny (2021). However, considering the enormous tasks and
functions of the International Court, both researches did not exhaust the mandates,
achievements, and challenges of the ICJ in its entirety.
Biffl and Isaac (2002) in their research looked at the effectiveness of the
International Labour Organisation (ILO), with regard to its labour standards under
globalization. In their research, they examined and analysed the implementation,
challenges and enforcement of the Organisation’s labour standards in relation to its
principles on trade and union rights as well as mutual bargaining by developed
countries and developing countries in their respective labour entities. The research
went further to address the need for minimising trade protectionism and its
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consequences on globalisation and the improving of economic growth through
liberalisation in a bid to significantly promote labour standards in member states.
However, the research did not employ any coherent model or approach in
ascertaining organisational effectiveness, but rather focused on the application and
implementation of the labour standards by some member countries as a yardstick for
effectiveness of the Organisation.
Medhat (2020) researched on the organisational effectiveness of the UN on the basis
of the organisation’s performance in the light of global contemporary challenges. In
his research, he focused on the structural architecture of the organisation and how it
corresponds to its effectiveness and performance in lights of its intended mandates
and goals. He went on further to analyse the various agencies and sub agencies as
well as the organs of the organisation and how they contribute to the overall
objective of the organisation. Furthermore, he highlighted in his research the
achievement or good work of the organisation and also the failings in respect of what
it ought to do or should have done. However, considering the broad structure,
functions and mandates of the UN and its entities, the research did not adequately
address the works or achievement and failings of crucial agencies of the organisation
that contribute to its overall performance as a way of effectively determining or
assessing the organisation’s performance.
Yue Ting (2011) carried-out research on the International Maritime Organisation as
the UN’s specialised agency regulating international shipping or maritime
transportation. In his research, he focused on assessing the overall performance and
effectiveness of IMO in terms of the relevant instruments adopted by the
organisation as well as the implementation of these instruments by member states.
Eventhough the full text of the research was not meant for public domain,
nevertheless, his research further emphasized on inadequacy of the organisation in
terms of varying degrees of compliance and interpretation of instruments resulting in
varying standards of implementation. However, his research did not deliberate on the
internal structure and architecture of the organisation that facilitate adoption of
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instruments, and could not address contemporary issues of the organisation in terms
of marine pollution and prevention.
The effectiveness assessment of the above organisations is very significant in
determining the extent to how they carry out their functions to achieve their
predetermined objectives. However, from the above organisational effectiveness
reviews, the core aspects to determine the organisations’ overall performance and
effectiveness were not factored, and as a result the organisations’ efficiency which is
related to effectiveness could not be ascertained. Also, the models for assessing
organisational effectiveness were not utilised effectively. Hence, assessing the
organisational effectiveness of the UN’s specialised agency (IMO) responsible for
addressing matters relating to maritime transportation and it regulation is ultimately
essential. This research seeks to examine the effectiveness of the IMO in a specific
perspective relating to its mandate in responding to ship source pollution and
protection of the marine environment using the goal-based model and effectiveness
checklist model of organisational effectiveness.

2.4. Organisation Theory
Organisation as a term has been viewed differently by different people from different
schools of thought. For instance, Milward (1950) viewed organisation as “the
process of dividing work into convenient tasks or duties, of grouping such duties in
the form of posts of delegating authority to each post and appointing qualified staff
to responsible that the work is carried out as planned.” Also, in the eyes of Koontz,
O’Donnell and Weihrich (1986), an organisation is “the grouping of activities
necessary to accomplish goals and plans, the assignment of these activities to
appropriate departments and provision of authority, delegation and co-ordination”.
Hence, organisation is an economic entity where people execute multiple tasks in a
bid to attain the common goals and mandates of the organisation (Milward, 1950;
Pfiffner & Sherwood, 1960; Koontz & O’Donnell, 1986). Organisation can be
categorized into either vertical; where command or authority flows from top to
bottom in hierarchical manner that is from superiors to subordinates, or horizontal;
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where authority is decentralised in a relative manner of flat structure (Rao, 2010,
p115).
An intergovernmental organisation is a set of norms as well as rules that is meant to
oversee the affair or behaviour of Member States and actors within the international
system, and are established by a treaty (Simmons & Martin, 2002; Biermann, &
Bauer, 2004). An organisation is specifically a deliberate formation, arrangement as
well as coordination of people for a predetermined goal which individual members
cannot achieve alone. Hence, for effective organisation, the exploring of theories to
determine how organisation can be built and structured to enhance effectiveness is
ultimately essential. Organisation theory is a set of concepts and principles as well as
hypothesis that provides and describes a framework for the performance, systematic
functioning and behaviour of employees in an organisation (Christensen et al. 2020;
McAuley et. al. 2007; Miles, 2012).
Some of the main classification of organisation theory involves the classical theory,
which views organisation as a machine and workers as the component parts, whereby
attention is more concentrated on the objectives and tasks of the organisation rather
than the employees performing the tasks to accomplish the objectives (McAuley et.
al. 2007). It is an authoritative type of theory as the sole aim is to maximize control,
while ignoring human concerns regarding work. The neo-classical theory unlike the
classical theory focuses on the needs of human beings and their interrelationship and
behaviour towards achieving the tasks and objectives of the organisation. This theory
viewed organisation as a social system whereby the effectiveness of the organisation
depends on the action and performance of the humans or employees, hence, both
formal and informal type of organisation are employed in this theory. Furthermore,
the modern theory views organisation as a system whereby classical, social and
behavioural sciences are utilized to effect changes in the internal and external
environment of the organisation, hence, ensuring effective control and flow of
communication as well as coordination in the organisation (McAuley et. al. 2007).
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Organisational theory exists in many forms depending on the context and application
of reference to organisations. For instance, the absorptive capacity theory addresses
the extent to which an organisation can recognise the importance and application of
any new external information and absorb it in a bid to achieve the aims and
objectives of the organisation. The theory posits that absorbing recent and pertinent
knowledge and information can help improve the organisation to become assertive
and innovative inorder to achieve maximum level of performance. Hence, personnel
with the capability of absorbing new information, skills and knowledge will
supersede others who are lacking such features. In the agency theory of organisation,
a principal who is either an individual or group of people hires an agency or agent
under a legal contract to carryout tasks and functions of the principal in order to
achieve predetermined objectives and goals, and then compensate the agency or
agent upon achieving their mandates. Hence, in this theory the agency or agent acts
on behalf of the principal in terms of some decision making as well as authority. The
regime theory addresses the cooperation, coordination and interrelation between and
among states by focusing on the mandates that regimes carryout inorder to enhance
cooperation and mitigate threats regarding issues affecting its member states. It is
linked with neoliberal institutions which rely on the premise that regimes are core in
the facilitation of international cooperation as well as contrasting the implementation
of rules, procedures and mandates by states (McAuley et. al. 2007; Miles, 2012).
The goal setting theory focuses on the belief of goal-oriented action and attempts
towards achieving predefined goals to enhance effectiveness of the organisation. In
this theory, the level of performance is reached when the set goals are specific,
challenging and achievable, and the more challenging tasks personnel undertake the
greater the level of performance. The institutional theory addresses the scope and
mandates of various organisations in a common venture and how they act, relate and
are intertwined with each other to achieve a common objective. The main concept of
this theory is that the structure of the organisation as well as the processes tends to
acquire stability in their respective right, instead of on the basis of their efficiency
and effectiveness. The dynamic capability theory examines the way and manner that
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an employee or firm integrates, coordinate, build and reconfigure both their external
and internal specific competencies that correspond to their turbulent organisation or
environment (Christensen et. al. 2020; McAuley et. al. 2007; Miles, 2012).

2.5. Perspectives on Effectiveness Models
Effectiveness could mean different things to different people depending on the
contextual application and frame of reference (Chelladurai 1987). The meaning of
effectiveness depends on who is evaluating it and why they are doing so (Chelladurai
& Haggerty 1991). Ivancevich and Matteson (2002) stated that organisational
effectiveness has no single criteria for its measurement and identification. Steers
(1977) stated that there are numerous obstacles in defining and evaluating
organisational effectiveness and that some of these obstacles range from
generalizability, multiple criteria, theoretical relevance and level of analyses, criteria
stability and measurement precision. Some of the models of effectiveness that have
been widely utilized to measure effectiveness of organisations are examined below.

2.5.1 The Goal-based Model
The goal model is one of the oldest models of measuring effectiveness through an
achievement of goals and objectives (Strasser et. al. 1981). Perrow (1970) identifies
various categories of goals based on their contextual significance and application in
organisation, these categories are societal goals, product goals, output goals, system
goals, and derived goals. The IMO strives towards effectiveness through achieving
its goals and objectives; hence the aforementioned types of goals are very significant
in the perspective of the organisation’s mandate.
The goal-based model of effectiveness measures or assesses the degree to which an
organisation achieved its predetermined goals or set goals. The goal includes societal
impact, product or service quality as well as quantity, financial goal, mitigating
threats or improving standards. This model focuses more on the output of the
organisation. It lays more emphasis on the goals of an organisation as well as
evaluating how those goals are met by the organisation. Goals are usually accepted
as one of the major aspects of organisational culture, structure, and design; and the
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purpose of the organisation is generally based on operationalising specific goals or a
set of goals. This model of organisational effectiveness presumes an organisation as
being rational, as well as goal seeking. It assumes that the goals of organisations are
specific, measurable, realistic, meaningful, as well as relevant to the purpose of the
organisation (Sakalyte et al. 2013; Martz, 2008).
The weak side of this approach is when an organisation has multiple goals that
conflict with each other. An organisation’s goal can shift over time especially in the
short term as a result of interaction of an organisation with its environment, pressure
from outside due to changes within the organisation. When the goals of an
organisation are unclear and unstable, it becomes too difficult to evaluate
effectiveness using the goal based approach (Chelladurai, 1991).

2.5.2. The Safety-critical Model
In the safety-critical model, managers or organisations are expected to be proactive
in terms of disaster management and its consequences, and taking concrete measures
to prevent occurrence or re-occurrence. This model was developed in respect of
unprecedented disasters such as the Chernobyl nuclear disaster, Exon Valdez oil
spillage and the Bhopal Union carbide disaster. After these renowned disasters, it
became imperative upon organisations to focus greater attention on safety, and the
need for proactive measures to prevent re-occurrence through the elimination or
minimization of human error (Robey and Sales 1994). According to Carey (1991),
majority of the disasters are associated with human errors as well as complacent
executives that ignore to think of the unthinkable through the refusal of allocating
resources to prevent disasters.

2.5.3. The Strategic Constituencies Model
The strategic constituencies model of effectiveness involves stakeholders with
varying levels of interest and powers in one setting and the ability to uniformly
satisfy the stakeholders or strategic constituents through striking a balance of
interest. This model measures effectiveness by assessing the extent to which the
organisation satisfies those within the environment that have the tendency to threaten
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the survival of the organisation; that is its interest group or strategic constituent. Each
constituent pursues different goals as well as possesses special degree of power. In
this strategic constituency approach, organisation is viewed as a battleground for the
stakeholders through the act of competing in order to meddle with the criteria
stipulated for effectiveness in a bid to propagate their interest (Kanter and
Brinkerohf, 1981).

2.5.4. The System Model
Ivancevich and Matesson (2002) viewed the system model of organisational
effectiveness as an open system which involves the continuous interaction and
feedback between the organisation and the external environment. In this aspect, the
organisation will always survive as long as there is an acquisition of appropriate
inputs to enhance the outputs that is valued and appreciated by the external
environment. For this model, effectiveness is not achieved if the input or internal
process does not correspond to achieve an output or meaningful effect (Ivancevich
and Matesson, 2002). The system model of effectiveness of an organisation does not
ignore the goal of the organisation, but rather considers them as part of the potential
criteria in evaluating organisational effectiveness. Whereas the goal approach
focuses on the outcomes of activities of an organisation, the system approach
endeavours to incorporate the process activities as another dimensional aspect
(Martz, 2008).

2.5.5. The Resource-based Model
The resource-based model of organisational effectiveness is viewed according to
Rouso and Fouts (1997), as the ability of organisation to achieve valued and scarce
resources and then successfully incorporate and manage them. Seashore and
Yutchman (1967) define organisational effectiveness based on the resource model as
the ability of the organisation to exploit the external environment for the purpose of
acquisition of scarce and valued resources in order to maintain its sustainability.
Indicators of this model include the propensity of the organisation to swiftly respond
to the changes in the external environment as well as the ability of the top level
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decision makers to accurately perceive and interpret the actual properties of the
environment (Daft, 2007).

2.5.6. The Organisational Effectiveness Checklist
A checklist is a list of items, component, features and criteria employed to perform a
specific task. When checklist is applied in aspect of evaluation, it provides guidance
for collecting relevant evidence inorder to determine the merit and significant of the
evaluand. The organisational effectiveness evaluation checklist is simply a checklist
meant for professional evaluators, experts, consultants, management practioners as
well as member parties to use when organizing an evaluation to determine the
effectiveness of an organisation. The framework of the checklist is intended to
provide a practical method in assessing the effectiveness of an organisation so as to
enable guidance to the evaluator and also value to the organisation. The
organisational effectiveness checklist focuses on specific organisational activities
such as input, output, exchange and transformation, and is applied in all
organisations setting irrespective of structure, purpose or environment (Martz 2008).
See appendix for the effectiveness checklist utilised.

2.6. Conclusion
In summary, Organizational effectiveness is a key aspect in reaching both set
organisational goals and higher levels of performance. As a result, organisations
need to regularly review their organisational effectiveness to have a clear grasp of
their current state. In turn, these evaluations can act as a prerequisite and a guide to
support and improve performance and effectiveness that will help organisations to
cope, adapt, and carry out their predetermined goals and mandates. The following
chapters examine the IMO’s effectiveness, and focus on its contributions to the
international shipping especially in responding to pollution emanating from ships and
protection of the marine environment.
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CHAPTER THREE
3.0. The International Maritime Organisation
3.1. Introduction
This section of the research focuses on the IMO and its internal structure as well as
its contributions to the international shipping. It further examines the historical
aspect of MARPOL, its adoption and implementation as well as its significance in
addressing marine pollution from ships. Moreover, this section attempt to correlate
the oil pollution disasters in the past, and how the IMO responded in each case.

3.2. Establishment of the IMO
Due to the international attributes of the shipping industry, it was recognised that
better maritime regulation of ships including safety of the shipping operation is more
effective and efficient if handle at the international level instead of by individual
states exhibiting unilateral decisions without harmonization. It was against this
backdrop that the UN convened a conference in 1948 to adopt a convention for the
inception of the IMO. The IMO is a specialised technical agency of the UN acting as
the competent body interms of setting global standards to enhance and improve
global maritime safety, security and environmental protection in international
shipping. One of its main role as a technical body is to create a level playing ground
for the shipping industry in a manner that is unbiased and effective inorder to
enhance cooperation and efficiency (Attard et al. 2018; ).
The purpose for which the Organisation was setup is summarized in Article 1(a) of
the IMO convention which stipulated that “To provide machinery for cooperation
among Governments in the field of governmental regulation and practices relating to
technical matters of all kinds affecting shipping engaged in international trade; to
encourage and facilitate the general adoption of the highest practicable standards in
matters concerning maritime safety, efficiency of navigation and prevention and
control of marine pollution from ships; and to deal with administrative and legal
matters related (thereto)” (www.imo.org).
The IMO originated during the end of the Second World War and its immediate
subsequent ramifications, and during that period, series of bodies were converged to
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establish a technical body that will be charged with the responsibility of dealing with
affairs relating to maritime transport. This led to the creation of the United Maritime
Consultative Council (UMCC), whose sole purpose was to act as a consultative and
advisory body in maritime affairs for member states inorder to maintain and
enhanced cooperation (Attard et al. 2018; Karim, 2016).
However, this body was intended for a short period, and in its last session it was
unanimously recommended that an Intergovernmental Maritime Consultative
Organisation (IMCO) be established. Hence, in 1948, a general conference was held
in Geneva to officially adopt the convention of the Intergovernmental Maritime
Consultative Organisation (IMCO). In 1982 IMCO was changed to International
Maritime Organisation (IMO) due to the expansion of regulatory roles played by the
Organisation (Attard et al. 2018; Elhers, 2006).

3.3. Structure of the International Maritime Organisation
The International Maritime Organisation has 175 Member States and three Associate
Members. Its governing body, the Assembly, meets once every two years. The
Council consists of 40 Member States elected by the Assembly, and between session
acts as IMO's governing body. The structure of IMO comprises of the Assembly,
Council and the five main Committees; these are; the Maritime Safety Committee,
the Marine Environment Protection Committee, the Legal Committee, the Technical
Co-operation Committee and the Facilitation Committee and a number of SubCommittees that support the work and function of the main technical committees
(www.imo.org; Attard et. al. 2018; Lim, 2007).

3.3.1 The Assembly
The Assembly is the highest governing body of the Organization that comprises of
all Member States. It meets once in every two years in regular sessions, and may also
convene an extraordinary session if need arise. The Assembly approves the work
programme, endorsing the budget as well as determining the financial arrangements
of the Organization and also elects the Council (www.imo.org; Karim, 2016).
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3.3.2. The Council
The Council is the Executive Organ of the Organisation that is elected by the
Assembly for a two-year period after its regular session, and is responsible for
supervising the work of the Organization under the auspice of the Assembly. The
Council performs functions of the Assembly between sessions except making
recommendations to member states on maritime safety and pollution prevention
which is solely a function for the Assembly by Article 15(j) of the Convention
(www.imo.org; Ehlers 2006; Karim 2015).

Figure 1: Structure of IMO
(Source: www.imo.org)
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The Council members are categorized as follows;
Category (a): 10 States with largest interest in providing international shipping
services:
Category (b): 10 other States with largest interest in international seaborne trade:
Category (c): 20 States not elected under (a) or (b) above but have specific interests
in maritime transport or navigation, and whose election to the Council will ensure the
representation of all the major geographical areas of the world (www.imo.org).

3.3.3. Maritime Safety Committee (MSC)
The first IMO technical body with participation from all Member States is the
Maritime Safety Committee (MSC). The committee addresses both passenger ships
and all types of cargo ships that fall within the purview of the IMO in relation to
maritime safety and security issues. This involves revising the SOLAS Convention
and any relevant rules, such as those governing hazardous materials, life-saving
equipment, and fire protection systems. The MSC also addresses matters relating to
the human aspect, such as modifications to the STCW Convention on seafarer
training and certification. Goal-based standards, autonomous ships, piracy and armed
robbery against ships, cyber security, e-navigation, and the upgrading of the GMDSS
are just a few of the concerns on the MSC's present agenda (www.imo.org; Attard et
al. 2018).

3.3.4. The Marine Environment Protection Committee (MEPC)
The MEPC comprises of all the Member States, and is empowered to undertake
matters within the purview of the organization that is related to the prevention of
marine pollution from ships; such as oil, sewage, chemicals transported in bulk,
garbage; and emissions from ships, such as and greenhouse gas emissions. The
ballast water management, pollution preparedness and response, anti-fouling
technologies, as well as ship recycling and identification of special regions,
specifically vulnerable maritime areas are other aspects covered (www.imo.org; Lim
2017).
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3.3.5. Sub-Committees
The MSC and MEPC are both assisted in their work by currently seven subcommittees which are open to all Member States (www.imo.org). These subcommittees are as follows:


“Sub-Committee on Human Element, Training and Watchkeeping (HTW)”;



“Sub-Committee on Implementation of IMO Instruments (III)”;



“Sub-Committee on Navigation, Communications and Search and Rescue
(NCSR)”;



“Sub-Committee on Pollution Prevention and Response (PPR)”;



“Sub-Committee on Ship Design and Construction (SDC)”;



“Sub-Committee on Ship Systems and Equipment (SSE”); and



“Sub-Committee on Carriage of Cargoes

and Containers (CCC)”

(www.imo.org).

3.3.6. Legal Committee
The Legal Committee is assigned with the responsibility of dealing with any legal
matters within the scope and mandate of the Organization and consists of all Member
States of the Organisation. It was established in 1967 as a subsidiary body to handle
legal questions that arose in the aftermath of the Torrey Canyon accident. They cover
responsibility and compensation concerns relating to ship operation, such as damage,
pollution, passenger claims, and wreck disposal. The Committee also examines
concerns relating to seafarers, such as their fair treatment and illegal maritime
operations that endanger navigational safety (www.imo.org; Davey 2021, Attard et
al. 2018).

3.3.7. Technical Co-operation Committee (TCC)
The IMO's technical capacity-building programmes and the execution of technical
assistance projects for which the Organization serves as the executing or cooperating
agency are overseen by the Technical Cooperation Committee, which also makes
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sure that IMO supports the 2030 Agenda for Sustainable Development and the UN
Sustainable Development Goals. The Committee comprises of all Member States of
the Organisation and was also established in 1969 as a subsidiary body of the
Council, institutionalized by an amendment to the Convention of the Organisation
which entered into force in 1984 (www.imo.org; Lim, 2017).

3.3.8. Facilitation Committee
The Facilitation Committee was established in May 1972 as a subsidiary body to the
Council. It was fully institutionalized in December 2008 consequent to an
amendment to the IMO Convention. The arrival, stay, and departure of ships, people,
and cargo from ports are all issues that the Facilitation Committee handles in relation
to facilitating international maritime commerce. In order to achieve the ideal balance
between regulation and the convenience of international marine trade, the Committee
also covers electronic business, including the single window concept (www.imo.org;
Attard et al. 2018; Ehlers 2006).

3.4. Contributions of IMO in International Shipping
The International Maritime Organisation as a specialised agency of the United
Nation has since the late 1950’s been significantly providing an avenue for effective
cooperation and coordination among member states in the aspect of governmental
regulations as well as practices relating to shipping and international trade, adoption
and facilitation of international multilateral treaties in diverse range of technical
issues. Since the advent of IMO, achievements interms of competence have been the
successful adoption of over fifty international conventions and protocols as well as
numerous codes, guidelines and recommendation pertaining to those international
instruments. The IMO’s scope and mandate addresses technical and operational areas
of maritime safety and security, maritime pollution, seafarers’ competence and other
salient related aspects. The areas of maritime safety and security addressed by the
Organisation, including but not limited to: flag state implementation, training and
certification of seafarers, safety of navigation, technological development, radio
communication, design and equipment of ships, enhancing security on both ships and
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ports, fire protection, search and rescue, port state control and facilitation of
maritime traffic (O’Neill, 1992; Djadjev, 2015; Mukherjee, 2013).
The Torrey Canyon grounding in 1967 brought huge marine oil spills to the public's
notice as well as their dangers and effects on the environment. The size of oil tankers
increased during the late 1950s and early 1960s, thus even while this was by no
means the first oil leak from a ship, it was the worst disaster at the time. The
significance of this incident lies less in its immediate repercussions than in its
relevance as a catalyst for change. As a result, there is now a thorough regulatory
framework, a clearly enhanced shipping sector, effective procedures for preparation
and reaction, and appropriate compensation for spill victims. The creation of
MARPOL and the other significant marine pollution conventions and codes as well
as recommendations over the years by the IMO, has tremendously minimised the
occurrence and volume of oil spills as shown in figure 2 as well as Table 1. Oil spills
from tankers as well as other vessels are rare occurrence today due to these robust
measures and instruments adopted by the IMO (Karim, 2016; Mensah, 2007;
Rubaiyat, 2017).

Figure 2: Decline in the number of tanker oil spill
(Source: www.imo.org)
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Table 1: Marine pollution issues and existing IMO instruments

(Source: Karim, 2016)

3.5. Overview and Development of MARPOL
During the era of the post-World War II, the UN initiated steps to address issues
related to vessel-source pollution from the international shipping at the international
maritime conference in Geneva. The outcome of this conference led to the
establishment of the IMCO in1948. The IMCO became fully operational in 1958,
which implies that there was transitional delay period of 10 years during which no
positive actions were taken to address the issue of vessel source pollution from the
international shipping. During this delay period, the United Kingdom (UK) took the
onus to address the pending issue, for an immediate action in regulating vesselsource pollution from international shipping as a result of the increasing public
pressure relating to oil pollution from the shipping industry. In the light of this issue,
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the UK then established a Committee for the Prevention of Pollution of the Sea by
Oil in 1954, with the main aim of negotiating an agreed international treaty that will
govern vessel-source pollution in the international shipping (Mitchel 1994; Becker,
1997; Szepes, 2013; Attard et. al. 2018; Davey, 2021).
The conference held in 1954 paved the way for the first multilateral agreement of
states on the regulation of oil pollution as well as the International Convention for
the Prevention of Pollution of the Sea by Oil (OILPOL) which entered into force in
year 1958. The main aim and objective of the OILPOL was to effectively regulate oil
pollution emanating from ships through prohibiting the discharge of any oily waste
or substances into the marine environment that is within 50 nautical-miles from
coastline. The OILPOL regulations also required States which are party to the treaty
to ensure their registered ships are fitted with required pollution prevention facilities,
as well as carrying an oil record book that could be presented to inspectors at ports of
call in order to allow for checks and for disposal of oily waste. Even though OILPOL
provided significant steps towards regulating vessel-source oil pollution; its scope
was very limited in application. The OILPOL treaty only deals with oil tankers,
whilst the commercial vessels or non-oil tankers fell outside the scope and hence
avoided liability (Szepes, 2013; Attard et. al. 2018; Davey, 2021).

3.5.1. Oil Disasters that Led to the Inception of MARPOL
The Torrey Canyon disaster in 1967 attracted attention that had a significant impact
on the drive towards a greater and stricter international regulation on marine
pollution. The Torrey Canyon carrying more than 100,000 tonnes of crude oil ran
aground off the south-west coast of Cornwall, UK, resulting in an enormous amount
of oil spill ever recorded at that time. Due to the large spillage, oil slicks moved
towards the coasts of France, West Cornwall, Guernsey, as well as the Bay of
Biscay. The response from the public to this disaster considering the large size of
tanker and the hazardous cargo resulted in a mutual consensus that the OILPOL
scope was not sufficient to address oil pollution from ships. Moreover, the disaster
also revealed the inadequacies or the insufficiencies of the existing international
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regime in providing some form of compensation for the oil spill pollution casualties
(Michael et al. 1979; Mitchel 1994; Becker, 1997; Attard et al. 2018; Davey 2021).
According to the argument of Szepes, the inadequacy of the OILPOL was the driving
force that brought the International Convention for the Prevention of Pollution from
Ships (MARPOL) into existence.
In line with the perceived inadequacies of the OILPOL, an international conference
was convened in 1973 by the IMCO that led to inception of MARPOL 73. This
Convention however did not enter into force due to the absence of the double
ratification requirements at that prescribed time. This lack of ratification at that time
was as a result of the jurisdictions or States that were practicing the FoC due to lower
regulations, and would have to subject the MARPOL provisions to their ships,
leading to a very high cost. Hence, this step would have led the FoC jurisdictions to
lose the ships flying their flag, as a wise ship-owner would de-register and register in
a State with very minimal environmental regulations, and such a move would pose a
threat and significant economic repercussion for States that maintained open
registries (Szepes, 2013; Attard et. al. 2018).
Due to the lack of ratification, MARPOL 73 did not enter into force and thus oil
spills from ships continued to occur. In 1978, another oil spill disaster involving the
vessel Amoco Cadiz, resulted in a released of over 200,000 tonnes of crude oil into
the English Channel, off the coast of France. In this disaster, oil slick covered about
800 square miles of the marine environment, resulting to a widespread pollution and
environmental damage. This environmental destruction caused by this oil spill
disaster, attracted more concern and as result triggered international momentum to
enact an international regulation that would effectively address pollution emanating
from ships and at the same time be ratified by all Member States so as to enter into
force (Michael et. al. 1974; Mitchel, 1994; Becker, 1997; Davey, 2021; Karim,
2010).

The Amoco Cadiz oil spill disaster as well as other tanker incidents led the IMCO to
convene a conference in 1978 in order to address the crucial issue of Tanker Safety
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and Pollution Prevention. In this conference Member States were able to recognise
the necessity of MARPOL 73, and thereafter amended this Convention by
introducing the 1978 Protocol. This Protocol incorporated the parent Convention of
1973, and hence, this led to the creation and adoption of the two combined
instruments called MARPOL 73/78. The MARPOL 73/78 convention superseded the
1954 OILPOL regulation, and therefore it is now the most significant international
legal instrument dealing with the prevention of pollution from ships as well as the
protection of the marine environment. The tangible difference between the OILPOL
and MARPOL is their scope or mandate. OILPOL only focused on intentional
discharge of oil from oil tankers, whilst the MARPOL convention focuses on
preventing and controlling of pollution from all type of ships (Mitchel 1994; Szepes,
2013; Attard et al. 2018; Davey 2021).
MARPOL initially comprised of five Annexes as standards for addressing
international environmental pollution from the shipping industry, and later with the
addition of the 1997 Protocol of Annex VI, expanded the scope of the convention to
cover the aspect of air pollution from ships. It is worthy of note that a State is not
obliged to ratify all of the Annexes except for Annexes I and II of the convention
which are compulsory Annexes; Annexes III to VI of the Convention are voluntary
annexes, which implies that their ratification is at a State discretion (Barnet, 2017;
Attard et al. 2018; Davey 2021 Griffin, 1993; Szepes, 2013).

3.6. The Annexes of MARPOL
The MEPC of the IMO is responsible for adopting measures on MARPOL related
issues for State parties to incorporate into their national laws (Szepes 2013). Below
is an overview of the Annexes of MARPOL, in a bid to have an understanding of its
objectives in tackling pollution emanating from ships.

3.6.1. Annex I: Prevention of Pollution by Oil (entry into force: 2 October 1983)
The Torrey Canyon oil spill is regarded as the most eminent instance of unintentional
oil contamination. As previously indicated, oil catastrophes like the Torrey Canyon
served as the impetus for the creation of MARPOL since they highlighted the
necessity for global regulation of oil pollution. Both operational and unintentional oil
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discharges are covered under Annex I of MARPOL, which addresses the prevention
of oil pollution. All States that have ratified MARPOL are subject to Annex I, which
must be incorporated into each State's domestic legal framework. As mentioned
earlier oil pollution from ships has been a significant problem for worldwide marine
protection, and oil spills have had catastrophic effects on the marine ecosystem.
According to the IMO, the implementation of construction and operational
requirements by MARPOL has been successful in controlling oil spills, and that
these measures have had a significant impact on the steady drop of unintentional oil
pollution over the past 30 years. However, it is clear that unintentional oil leaks
continue to happen. The stated goal of MARPOL Annex 1 is to safeguard the
maritime environment by minimising or eliminating the pollution caused by oil and
other harmful substances from ships, as well as by reducing the likelihood of any
inadvertent release of any such substances (Khee-Jin, 2006; Djadjev 2015; IMO,
2002; Becker, 1997; Karim, 2016; Stenman, 2010).

3.6.2. Annex II: Control of Pollution by Noxious Liquid Substance in Bulk (entry
into force: 6 April 1987)
Like Annex I, this one deals with the prevention of pollution caused by Noxious
Liquid Substances (NLS) when they are transported in large quantities, and is
obligatory on all States that have ratified the MARPOL treaty. Similar to Annex I,
159 State Members have ratified Annex II at this time, and each State is required to
incorporate Annex II's requirements into its own domestic legal framework. Over the
past 20 years, there has been a significant growth in the transport of toxic liquids and
dangerous chemicals, raising the risk of marine chemical contamination accidents.
Large quantities of chemicals are handled each year, and the number of ships
transporting these dangerous materials is increasing. Although spills from toxic
liquid and chemical tankers may not receive as much attention as spills from oil
tankers, chemical releases are presumed to be way more dangerous than spills from
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oil, with long-term effects on the marine environment and protracted recovery period
for the contaminated environment.
The Ariadne, a Panama-registered ship, ran aground in 1985 within one-hundred
meters from the port of Mogadishu, Somalia, and the Beirut port explosion in 2020
are two notable instances of catastrophic NLS spills. These incidents illustrate the
serious dangers that come from chemical transportation by ships, both at sea and in
ports. As a result, it is essential to strictly abide by international regulations
governing the transportation of toxic liquids and chemicals by sea (Annex II) in
order to avoid more terrible events like the Ariadne and the Beirut explosion (KheeJin, 2006; Djadjev 2015; IMO, 2002; Becker, 1997; Karim, 2010; Stenman, 2010).

3.6.3. Annex III: Prevention of Pollution by Harmful Substance Carried by Sea in
Package Form (entry into force: 1 July 1992)
The purpose of this Annex is to avoid or reduce the release of hazardous substances
in packaged form into the marine environment. This Annex specifies the packing,
marking, labelling, documentation, stowage, exclusions, and notifications necessary
to avoid contamination from hazardous materials transported by sea in packaged
form. Compared to Annexes I and II, Annex III has fewer States parties since it is an
optional Annex that does not require ratification in order to be party to MARPOL. In
the International Maritime Dangerous Goods (IMDG) code, dangerous goods are
classified according to toxicity level and make up around 15% of all cargo
transported by sea. These marine contaminants may unintentionally spill into the
water as a result of improperly secured cargo or containers that go overboard while
the ship is in transit. Therefore, it is essential to properly label, store, and document
these dangerous compounds in order to guarantee that they are handled and kept
securely throughout marine transportation. (Khee-Jin, 2006; Djadjev 2015; IMO,
2002; Becker, 1997; Karim, 2016; Stenman, 2010).
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3.6.4. Annex IV: Prevention of Pollution by Sewage from Ships (entry into force:
27 September 2003)
Unlike Annexes I and II, this Annex governs the prevention of sewage pollution
from ships and is optional, therefore it does not need ratification by all States parties
to the required Annexes of I and II. If untreated sewage were to contaminate home
water supplies, it would be extremely dangerous for both human health and marine
organisms. As a result, the UN and IMO recognizes the right to safe and clean
drinking water as a fundamental human right necessary for the wellbeing of all
humans, as well as for the full enjoyment of life itself, this further emphasizes the
importance of effective sewage treatment for maintaining public health. Sewage
disposal not only endangers human health but also has an adverse effect on the
marine ecosystem. Therefore, it is obvious that in order to safeguard the marine
environment and public health, there is a need for clear, worldwide regulations on
sewage disposal at sea. As a result, this Annex comprises a set of rules governing the
discharge of sewage into the sea from ships, including rules governing the equipment
and systems on board that regulate sewage discharge, the availability of sewage
receiving facilities in ports, and standards for survey and certification (Khee-Jin,
2006; Djadjev 2015; IMO, 2002; Becker, 1997; Karim, 2016; Stenman, 2010).

3.6.5. Annex V: Prevention of Pollution by Garbage from Ships (entry into force:
31 December 1988)
The Regulations for the Prevention of Pollution by Garbage from Ships Annex,
which covers both outside and within special areas, is a non-mandatory MARPOL
Annex with distinct standards for garbage disposal. A rising concern in the
conservation of the marine environment is the environmental problem of garbage
contamination at sea. While numerous forms of waste contamination are included in
Annex V, marine plastic pollution has recently received a lot of media attention and
public attention. According to estimates, approximately 12.7 million tonnes of plastic
enter the oceans each year, floating on the surface and polluting deep-sea sediments
in previously uninhabited regions. The most pervasive issue harming the maritime
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environment is plastic pollution, which also has a negative effect on tourism, climate
change, food safety and quality, and marine life. Due to the spread of germs and
invasive marine species that thrive on plastic, marine wildlife are eating plastic,
being hurt, and having their habitats disturbed. The purpose of this Annex is to
address this problem, and it is being updated to take into account the advancements
in the expanding understanding of plastic pollution and the negative effects it is
having on the marine ecosystem (Khee-Jin, 2006; Djadjev 2015; IMO, 2002; Becker,
1997; Karim, 2016; Stenman, 2010).

3.6.6. Annex VI: Prevention of Air Pollution from Ships (entry into force: 19 May
2005)
With 98 States' ratification, this Annex, which deals with the Regulations for the
Prevention of Air Pollution from Ships, became effective on May 19, 2005. The
MARPOL Annex with the fewest State ratifications is Annex VI, which is the most
recent. This Annex's goal is to "establish limitations on Sulphur Oxide and Nitrogen
Oxide Emissions from Ship Exhausts and to Restrict Intentional Ozone Depleting
Substances Emissions." In an effort to significantly reduce the quantity of Sulphur
oxides released by ships, Annex VI was revised in 2008 to guarantee that a limit for
Sulphur in fuel oil used on boats operating outside designated emission control zones
is reduced to 0.50% m/m and enter into effect on 1 January 2020.
An estimated 1.7 million tonnes of Sulphur dioxide and 2.8 million tonnes of
nitrogen dioxide were released into the waters surrounding Europe by international
shipping in 2005, the year Annex VI came into effect. The introduction of Annex VI
demonstrates an international effort to address air pollution coming from ships. The
high levels of harmful emissions proved to be a global concern, leading to its
acceptance.
The Energy Efficiency Design Index (EEDI), which is required for new ships, and
the Ship Energy Efficiency Management Plan (SEEMP) are two necessary measures
that the IMO has approved to minimize greenhouse gas emissions from international
shipping under the IMO's pollution prevention convention (MARPOL). In 2018, the
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IMO announced a preliminary plan on decreasing greenhouse gas emissions from
ships, outlining a vision that reaffirms the IMO's commitment to lowering and
eventually eliminating Green House Gas (GHG) emissions from international
shipping.
The initial GHG strategy requires, among other things, a decrease in the carbon
intensity of international shipping; in order words to reduce CO2 emissions per
transport work on an average in the international shipping, by at least 40% by 2030,
as well as pursuing efforts towards 70% by 2050, as compared to 2008. Hence, with
this, the total annual GHG emissions from international shipping should be reduced
by at least 50% by 2050 as compared to 2008. A pathway of CO2 emissions
reduction commensurate with the Paris Agreement temperature objectives is
specifically incorporated in the strategy. As part of its on-going support for UN
Sustainable Development Goal 13, IMO continues to make contributions to the effort
to mitigate global warming and its effects (Khee-Jin, 2006; Djadjev 2015; IMO,
2002; Becker, 1997; Karim, 2016; Stenman, 2010; Szepes 2013).
Other conventions aside from MARPOL that addresses pollution emanating from
ships are as follows


“International Convention Relating to Intervention on the High Seas in Cases
of Oil Pollution Casualties (INTERVENTION), 1969;



Convention on the Prevention of Marine Pollution by Dumping of Wastes
and Other Matter (LC), 1972 (and the 1996 London Protocol);



International Convention on Oil Pollution Preparedness, Response and Cooperation (OPRC), 1990;



Protocol on Preparedness, Response and Co-operation to pollution Incidents
by Dangerous and Noxious Substances, 2000 (OPRC-HNS Protocol);



International Convention on the Control of Harmful Anti-fouling Systems on
Ships (AFS), 2001;
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International Convention for the Control and Management of Ships' Ballast
Water and Sediments, 2004; and



The Hong Kong International Convention for the Safe and Environmentally
Sound Recycling of Ships, 2009” (www.imo.org).

3.7. Implementation and Enforcement as a Challenge to Member States
According to the United Nation Convention on the Law of the Sea (UNCLOS) III
Article 211, flag states are required to enact rules and regulations that will mitigate,
regulate, and prevent marine environment pollution from ships that fly their flag.
Member States which are party to a convention (MARPOL) are responsible for the
domestication, implementation, and enforcement of that convention into their
national laws and functions. The provision of suitable reception facilities in ports and
the maintenance and assurance of effective enforcement are two ways that port and
flag states should work to demonstrate that they are in compliance with MARPOL
73/78 requirements. Contracting parties can accomplish this by responding quickly
to reports of detected deficiencies and submitting such findings of inadequacies to
the IMO and the applicable port state authorities or operators via the ship's flag state,
using the approved method for reporting (Dzidzornu & Tsamenyi 1991; Szepes
2013; www.imo.org)
In summary, the MARPOL convention's entry into force and enforcement has
significantly decreased ship-related oil pollution, notwithstanding issues with the
execution of technical standards. It is important to note that, in this era, the ultimate
objective of completely eradicating operational marine pollution from ships might be
accomplished. Therefore, it is essential to look into how well the MARPOL 73/78
Convention is being implemented, which is a recipe for ascertaining the effectiveness
of IMO. The next chapter of this research focuses on the methodology in an effort to
address the research questions.
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CHAPTER FOUR
4.0. RESEARCH METHODOLOGY
4.1. Introduction
This research is conducted based on an analytical study aimed at assessing the
organizational effectiveness of the IMO in regard to its mandate and performance
relating to marine pollution from ships and protection of the marine environment. In
order to achieve the purpose of this research, the researcher utilized the Goal Based
model approach of organisational effectiveness coupled with organisational
effectiveness checklist, as well as materials from IMO database and the incorporation
of views from maritime stakeholders through survey questionnaires and semistructured interviews. The specific areas covered in this section include; selection of
participants, data sources and gathering process, research instrument, as well as
ethical issues and conceptual theory of the organizational effectiveness model
utilized.

4.2. Sources of Data
The data utilized for this research is secondary data corroborated with primary data.
The secondary data refers to information gathered and published by different
maritime stakeholders. These data includes the IMO conventions, resolutions,
reports, proceedings and related literature, publications of Member States and
classification societies as well as shipping companies and other pertinent bodies
pertaining to the context of this research. Furthermore, the primary data used for this
study includes information gathered from interviews and questionnaires. Semistructured interviews were utilized so as to obtain a first-hand expert opinion based
on experience from participants in the Maritime Administration of Member States
across selected countries in Africa, Asia, Europe, South America and North America;
with large ship registry or whose average combined shipping gross tonnage is more
than 55% of the total shipping tonnage.
Figure 2 below illustrates the source of data collection employed to answer the
questions of this research, as well as to obtain data that will address the aim and
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purposes of this research. The IMO database as well as interviews and questionnaires
are the major source of data collection applied for this research in order to obtain
findings and then proffer recommendations.

Figure 3: Research Framework

4.3. Selection of Participants
The researcher utilized in this study a non-probability sampling technique in
selecting respondents based on his individual assessment. The intent for using nonprobability sampling was to restrict participation to only persons or experts in the
maritime who are familiar and knowledgeable in relation to the context of this study.
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Non-probability sampling comprises the selecting of a section of finite population
that is being studied. This method does not attempt to select an arbitrary sample from
the interested populace, and on the other hand a subjective technique is made use of
in order to choose which particular element is to be included in the samples (Ayhan
2011; Martz, 2008). Using this sampling technique aided the researcher in choosing
the relevant participants, as he is required to established conversation with experts in
the maritime industry that have a broad and significant knowledge pertaining to the
context of the study.

4.4. Research Instrument/Design
Research instrument refers to the means utilized to gather information or data, with
the aim of measuring an event or fact through an act of recording and collection of
data. The mixed methodology approach was used in this research, consisting of both
qualitative and quantitative data collection. The qualitative research is based on
scientific, comprising of an investigation that collects evidences, uses predefined and
systematic procedures to answer questions, provides findings that were not
predetermined, as well as discoveries which are significant within the limit of the
investigation. The qualitative research is specifically effective in obtaining
information relating to opinion, social contexts, behaviours and values of set
population that have a closed-ended question which lacks definite answers (Fossey et
al. 2002). Hence, survey research was utilized by the researcher to arrange or
organise interviews in order to get an in-depth views, opinions, and knowledge from
experts in the maritime industry in relation to the context of the research.

4.5. Semi-Structured Interview
Semi-structured interviews for selected people in the Maritime Administration of
Member States were conducted as a way to achieve quality information and opinion
in line with the objectives of this study. Interviewing is a special technique used to
obtain hidden information or knowledge from individuals’ inclination or state of
mind. Interviews can be done on an individual level or in a gathering. It can also be
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arranged in a coordinated premise or through telephone calls and other virtual means
(Kallio et al. 2016).
The selected participants that were interviewed are those who have spent at-least
seven years in their Administration, and are conversant, experienced, and highly
knowledgeable in the context the research. The twenty-five selected interviewees
were from Maritime Administration of Member States across different regions of the
world. These selected interviewees are from countries which constitute in aggregate
of more than 55% of the world’s shipping gross tonnage. The five countries in each
region factored are based on how large their flag state or ship registry is, and it spans
from Africa, Asia, Europe, North America, and South America (See appendix for the
formulated questions during the interview).

4.6. The Organisational Effectiveness Models Utilised
Recalling organisational effectiveness checklist in previous chapters, it focuses on
specific organisational activities such as input, output, exchange and transformation,
and is applied in all organisation setting irrespective of structure, purpose or
environment; therefore, in order to achieve a wide view of opinions in line with the
context of this research, the organizational effectiveness checklist was utilized so as
to obtain information and perspective from one hundred and fifty professionals in the
maritime industry including maritime administration, classification societies,
shipping companies, maritime academic pundits, and other related organizations
including the IMO. Also, recalling the Goal-based model of organisational
effectiveness in previous chapters, it measures or assesses the degree to which an
organisation achieved its predetermined goals or set goals. This model focuses more
on the output of the organisation, and lays more emphasis on the goals of the
organisation as well as evaluating how those goals are met by the organisation. Goals
are usually accepted as one of the major aspects of organizational culture, structure,
and design; and that the purpose of the organisation is generally based on
operationalized specific goals or a set of goals. This model of organizational
effectiveness presumes the organisation (IMO) as being rational, as well as goal
seeking (see appendix). It assumes that the goals of the organisation are specific,
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measurable, realistic, meaningful, as well as relevant to the purpose of the
organization (Bartuševičienė & Šakalytė, 2013; Martz, 2008).
The combination of the goal-based model approach and organisational effectiveness
checklist utilized in this research encompasses or better addresses both the input and
output process and operation of the IMO interms of effectiveness and efficiency.
Recalling from the previous chapters, organizational effectiveness is a decisive factor
of an organization in accomplishing its predetermined objectives, and also in terms
of achieving greater performance. Hence, an organization must have a clear distinct
understanding regarding status of effectiveness through frequent organizational
effectiveness assessments (Sayereh 2009; Alghffari et al. 2016; Sayereh, 2006).

Efficiency measures the interrelationship between input and output of processes, or
in terms of how the input can be utilized or transform into an output. Organisational
efficiency focuses on the operational improvement of the internal process of
organisation including organisational structure, as well as culture. Organisational
efficiency can improve performance in the perspective of management, profitability,
quality and productivity. Effectiveness and efficiency influence each other in terms
of achieving success of an organisation, hence, for better organisational performance,
efficiency and effectiveness are the paramount element (Sakalyte et. al. 2013 ;).
Figure 3 below illustrates the relationship between efficiency and effectiveness.

Figure 4: Efficiency and Effectiveness relation
Source: Frey and Widmer (2009).
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4.7. Ethical Issue
The participants were informed about the research and their consent to participate
was obtained prior to the interviews, and consent was established to withdraw from
participation at any moment. A face-to-face virtual interview was done for some
participants, while a telephone interview was done for others. The interview
comprising of ten questions lasted for approximately thirty to forty-five minutes for
each of the participants. Effective note taking was carried out by the researcher
during the interview. The researcher recorded and maintained honest response from
the interviewee and consented not to disclose their identity or make available the
conversation to third party, and that every comment or opinion by participants are
confidential.

4.8. Data Analysis
The mixed methodology approach utilised in this study heavily focuses on both
quantitative and qualitative analysis. Using comparative analyses of respondents'
years of experience, responses from the participants were segmented and analysed in
light of the respondents' demographic knowledge and years of experience. The
researcher was better able to comprehend how different people's opinions may be
represented as maritime stakeholders because to the quantitative aspect of the data
analysis. The researcher utilises some thematic that focuses on some internal aspect
of the IMO so as to ascertain its efficiency. With the use of qualitative analysis, the
researcher gained a thorough comprehension of the subject. Responses were
segmented according to a comparative analysis of the respondents' viewpoints on the
efficacy of the IMO in carrying out its marine environmental mandates.

4.9. Limitations
Since determining or assessing organisational effectiveness of an organisation as in
the case of IMO in its mandate of addressing marine pollution from ships is a
broader concept, this research did not exhaust everything in line with IMO
performance in addressing marine pollution from ships. The selection of the study's
sample size was restricted to individuals who were thought of as maritime experts in
the field because it sought for crucial and sensitive data. Accordingly, the sample
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size did not actually represent the entire population. In spite of the constraints, the
researcher was really able to substantially achieve the goals outlined for this study.

In summary, the researcher employed the mixed method technique, which includes
both quantitative and qualitative instruments to assess the research's overall topic and
to further obtain the responses to these study questions. This study made use of a
thorough semi-structured interview. By using a non-probability sampling strategy,
such as the expert perspectives and techniques of intentional sampling, participants
for the study were chosen. This aided in limiting the study's participants to those with
sufficient understanding of the IMO and its ship source pollution mandates in order
to obtain high-quality data. Additionally, a comparison of respondents' demographic
data, their experiences, and the extent of their knowledge or expertise in the light
IMO’s environmental mandate were taken into consideration while analysing the
data. The following section discusses the findings gleaned from the collected data.
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CHAPTER FIVE
5.0. FINDINGS AND DISCUSSION
5.1. Introduction
This chapter examines the outcome of the qualitative data obtained from maritime
stakeholders, as well as the discussion and interpretation of the quantitative data in
an attempt to assess the organizational effectiveness of the IMO in its mandates to
respond to pollution emanating from ships and the protection of the marine
environment. To highlight parallels and contrasts between this study and other
studies and literature, the findings are presented in the context of prior research
findings and existing literature, where applicable.

5.2. Demographic Information of Participants
In light of the research questions that prompted the researcher to conduct and
incorporate qualitative and quantitative data responses, the ten and twenty questions
or statements generated during the interviews and surveys respectively were by no
means exhaustive in obtaining all significant information to address the purpose of
the research. The categories of participants that participated in this exercise include;
heads of Maritime Administrations of some Member States, shipping companies,
classification societies, ship operators, surveyors, inspectors, harbour masters,
captains, marine engineers, heads of operations, heads of safety and environmental
department of maritime administrations, staff members of IMO and UN agencies; to
seek their expert opinions on the effectiveness of IMO in relation to its marine
environmental mandates.
The first part of the survey questionnaire looked into the personal information and
biographic data of the participants, whilst the second part is subdivided into seven
sections (strategic direction, leadership transparency and performance management,
culture, role clarity, interagency collaboration, financial management, and executive
leadership and responsibility) focuses on core information and views required of the
respondents regarding the IMO. A total of 150 different maritime stakeholders were
targeted for the quantitative survey and 134 participants responded. Also, 25
Member States with large shipping tonnages and 10 representatives from IMO and
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other relevant stakeholders were targeted for the qualitative survey or interview and
16 participated in total. The participants were from thirteen Member States largely
Asia and Africa; and covering four continents in total. Some of these participating
states such as Liberia and Bahamas with very large shipping tonnages and financial
contributions, have greater influence in the decision making process at the IMO, thus
their perspectives in relation to the purpose of this research is ultimately essential.
The participants had 208 cumulative years of experience in the Maritime Industry.
The table below shows the different categories of maritime stakeholders that
participated in the qualitative and quantitative survey.
Table 2: Survey Questionnaire Respondents
S/N Maritime Stakeholders

No. of Participants

1

Maritime Administrations of Member States

57

2

Shipping companies

7

3

Classification Societies

5

4

Surveyors

15

5

UN Agencies

4

6

Ship’s Captain, Engineers and Seafarers

13

7

Harbour Masters

3

8

Associate Member of the IMO

1

9

Maritime Academicians

17

10

Independent Media bodies

2

11

Others (Inspectors, heads of maritime safety

10

operations, and environment)
Source: Author
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Table 3: Semi-structured interview Respondents
Heads/Senior Personnel of Region/Continent

Years

of Participa

Maritime Administration of

Maritime

Member States

Experience

nts

Liberia

Africa

18

P1

South Korea

Asia

13

P2

Japan

Asia

13

P3

India

Asia

30

P4

Nigeria

Africa

18

P5

Sierra Leone

Africa

15

P6

Ghana

Africa

17

P7

Egypt

Africa

12

P8

Peru

American

9

P9

Spain

Europe

7

P10

Pakistan

Asia

10

P11

South Africa

Asia

8

P12

Bahamas

American

13

P13

Other significant stakeholders

IMO personnel, heads 25

P14,

of PSC MOUs, and

P15,P16

Classification society
Source: Author
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5.3. Results and Discussion
This section analyses the survey questionnaires data for the 134 different maritime
stakeholders, and focuses on some major internal processes of the IMO to ascertain
effectiveness in its mandate to address ship source pollution. The researcher’s
intention in considering some internal aspects of the IMO was also to assess the
organization’s efficiency, as a function of output to the input of the organization in
relation to marine pollution prevention. This results and discussion are organized
under seven headings covering some internal processes as depicted below.

5.3.1. Strategic Direction
The strategic direction of the IMO incorporates plans and actions that are required to
be implemented in order to achieve its predetermined objectives, and move towards
its vision and mission. After the IMO Assembly approved its strategic plan for 2018–
2023, which includes an updated mission statement, vision statement, and the seven
newly identified strategic directions for the IMO, the Organization now moving
towards the direction of supporting the implementation of the 2030 Agenda of the
United Nations Sustainable Development Goals (UNSDGs). In the overall views of
the participants, the IMO is heading in its predetermined strategic directions which
are in conformance with the expectation of the Member States and other significant
maritime stakeholders; especially in the aspects of pollution prevention and climate
change response, regulatory effectiveness, and enhancing the implementation and
enforcement of the regulatory instruments. However, few participants cited that the
on-going challenges of marine plastic pollution are causing adverse effects to marine
living organisms which are required to be effectively addressed by the IMO, and also
in addressing issues such as paperwork requirements, certification requirements, and
other administrative costs associated with ship operation in the facilitation of
international trade. Hence, these participants dissent in regards to the IMO heading in
its strategic direction. Figure 4 below illustrates the participants’ perceptions of the
IMO concerning its strategic direction.
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Figure 5: Participants' perceptions on the progress of the IMO in its strategic
direction (N=134)

5.3.2 Leadership Transparency and Performance Management
For the maritime sector to achieve the UN Sustainable Development Goals 13 and 14
on climate change and oceans respectively, the IMO is crucial. Hence, its internal
structure and governance transparency is essential to encourage openness and
guarantee that both industry and state perspectives are heard. The participants in
general recognized and commended the IMO in its significant strides towards
addressing ship source pollution, as well as the level playing field created for equal
participation in decision making. However, few participants believed that only five
countries; Panama, Liberia, the Marshall Islands, Malta, and the Bahamas have the
majority of the world's commercial fleets registered from the 175 IMO Member
States, and these five nations collectively provide around 43.5% of the overall
funding. Hence, given the lack of a mechanism to guard against improper influence,
these nations may have an excessive effect on IMO policies. Also, some participants
hold the view that due to the well-defined organizational structure of the IMO,
contemporary and future issues are now being effectively addressed; hence the
organization is now proactive in adopting measures or guidelines to address pollution
emanating from ships and protection of the marine environment.
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According to the Kyoto Protocol, IMO was tasked with restricting and decreasing
emissions from shipping in 1997. However, it took IMO until 2016 to decide on a
path towards the initial strategy, which was due in 2018, and a revised plan, which
were only due in 2023. A well-functioning organization's governance structure
should allow for a swift response. Therefore, some other participants opposed the
previous view by stating that the IMO is not proactive, and its policy-making process
is too heavily influenced by private corporations, thereby inducing prejudice.
However, the cumulative perception of the majority of the participants is that the
IMO is a transparent organization, and its level of performance pertaining to
response to marine pollution prevention from ships is meeting expectations. Figure 5
below illustrates the participants’ perceptions of IMO’s leadership transparency and
performance management.

Figure 6: Participants' perceptions of IMO leadership transparency and performance
management (N=134)

5.3.3. Culture
The IMO fosters a culture of cooperation and innovation, fostering deeper
connections and joint ventures with stakeholders in the maritime and ocean
industries. It has a long history of connecting resources provided by various
governmental, institutional, and corporate contributors with the needs of developing
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nations, especially Least Developing Countries and Small Island Developing States,
even though some participants accentuated the lack of adequate provision of
resources such as technical assistance to the Member States. The participants in
general believed that the IMO strengthened the culture of collaboration and
performance productivity of its Member States in the implementation and
enforcement of its instruments, especially MARPOL; few participants were of the
opposing view. Figure 5 below illustrates the participants’ perceptions of IMO’s
culture of cooperation.

Figure 7: Participants' perceptions of IMO's culture of cooperation (N=134)

5.3.4. Role Clarity
Over the years, the IMO and its committees and subcommittees have established and
implemented necessary regulations, as well as suggestions and guidelines, to
preserve the marine environment from any deleterious impact of shipping activities.
According to some participants’ view, the IMO committees collaborate to
accomplish the specific objective of pollution emanating from ships; each employee
works within a defined functional scope, and they are required to coordinate each
other's efforts and complete their tasks within a deadline to promote the effectiveness
of IMO. Each committee has a set of expertise and free will to operate within its
scope and is assigned a set of responsibilities. However, participants from an
international organization asserted that regardless of the well-defined internal
structure of the organization, certain countries or regions have an undue influence on
IMO policy and decision-making process in relation to shipping source pollution,
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especially in the light of climate change action on GHG emission, hence, inhibiting
the functional clarity of the organization. Figure 7 below illustrates the participants’
perceptions of IMO’s role clarity.

Figure 8: Participants' perceptions of IMO's role clarity (N=134)

5.3.5. Interagency Collaboration
The Department of Partnerships and Projects (DPP), established by the IMO, acts as
a point of entry for establishing collaboration possibilities with a variety of external
partners, including the Member States, other UN agencies, financial institutions,
private sectors, as well as NGOs and IGOs. Participants from some Member States
confirmed that the IMO encourages cooperation between States in the regulation of
ships engaged in international trade and promotes the adoption of the maximum
standards possible regarding the prevention of pollution from ships and protection of
the marine environment, even though few participants pointed the lack of effective
collaboration with other smaller non-governmental agencies pertaining to vessel
source pollution. Figure 8 below illustrates the participants’ perceptions of IMO’s
interagency collaboration.
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Figure 9: Participants' perceptions of IMO's interagency collaboration effectiveness
(N=134)

5.3.6. Financial Management
The majority of the funding for IMO's operations comes from assessed payments
from its Associate Members and the Member States. Certain Organizational
activities may be financially supported by voluntary contributions from the Member
States, governmental organizations, intergovernmental bodies, and other public,
private, and nongovernmental sources. The Organization's finances may also be
supported by commercial activities including the sale of publications as well as
catering services, and conference services; as stated by a participant of the
organization. In light of marine pollution prevention, the majority of the participants
responded that the IMO manages its finances and resources effectively and
transparently; their opinion is in line with the 2021 financial audit report of the IMO.
However, few participants asserted that even though the funding for technical
cooperation activities for marine pollution may be adequate, its actual purpose is not
being replicated in the least developing countries regarding ship pollution
prevention. Figure 9 below illustrates the participants’ perceptions of the IMO’s
financial management transparency and effectiveness.
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Figure 10: Participants perceptions of IMO's financial management transparency and
effectiveness (N=134)

5.3.7. Executive Leadership, Human Resource and Responsibility
The Assembly and Council which are the governing body of the IMO, and the
Secretary-General as the head of the organization, foster a positive working
environment as well as enhance effective cooperation among the main committees
and sub-committees. However, some participants from both shipping companies and
other international organizations opined that the Secretariat's organizational methods
were onerous and bureaucratic, and its hierarchical structure was too inflexible to
encourage effective cooperation and information exchange. On contrary, the majority
of the other participants emphasized the admirable harmony between the Secretary
General's degree of centralized authority and a successful results-based culture built
on the transfer of power, cooperation, responsibility, and accountability for
coordinators and heads of committees, and as a result foster significant contributions
toward the prevention of pollution from ships and the protection of the marine
environment. Figure 10 below illustrates the participants’ perceptions of the IMO’s
executive leadership, human resources, and responsibility.
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Figure 11: Participants' perceptions of effectiveness of IMO's executive leadership,
human resource and responsibility (N=134)

5.4 Opportunity and Challenges to Effectiveness of IMO in respect of its
environmental mandate
This sub-section examines the findings of the research conducted from the semistructured interviews to assess the effectiveness of the IMO regarding its
environmental mandate. In a bid to enable the researcher to address the research
questions, first-hand information from the participating Member States and other
significant maritime stakeholders was utilized and their level of experience and
expertise aided the researcher to make comparative analyses and inferences. These
interviews were done in conjunction with existing literature review as part of the data
gathering process in order to identify opportunities and challenges towards the
effectiveness of the IMO in its marine pollution prevention mandates as discussed
below.
The IMO’s role on ship source pollution, environmental issues, especially climate
change, the role of industry in the regulation process, delegation composition,
transparency, delegation size, the volume of submissions, and other elements that can
affect the equal representation as well as influence in the organization’s decisionmaking, has been an issue of concern among the different maritime stakeholders.
Maritime stakeholders form the developing and least developing countries are of the
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notion that the IMO needs to do more in tackling the issue of pollution from ships
and the protection of the marine environment. A major obstacle to the prevention of
pollution from ships has been the inadequate resources and expertise by the Member
States, especially developing countries, in failing to do the needful. In the least
developing countries, the implementation and enforcement of the adopted IMO
conventions dealing with marine pollution from ships are of minimal interest on their
list of priorities (Mensah, 2007; Karim, 2016).
A Participant from the African region mentioned that “the lack of awareness at the
strategic level of Member States relating to issues of marine pollution is a major
challenge, and hence effective implementation of the convention cannot be fully
achieved when these policy-makers at the strategic level are not attuned to the
importance and severity of marine pollution”. For effective implementation and
enforcement, Member States must have sufficient personnel who are qualified to
monitor performance and take the necessary actions accordingly; therefore capacity
building is a crucial factor for an effective implementation regime. Even though the
Integrated Technical Cooperation Programme (ITCP) of the IMO assists Member
States in effectively executing the obligatory provisions of MARPOL; participants
(P1, P3, P4, and P13) strongly believed that the lack of effective implementation and
enforcement of the MARPOL convention is as a result of inadequate or
unavailability of assistance (financial assistance, technical assistance or capacity
building) to the Member States especially developing and least countries. Member
States can fulfil their duties as flag, port, and/or coastal States under relevant
international law when they assume full responsibility for establishing and
maintaining an appropriate and functional system. However, participants (P6, P12,
P1, P7, and P4) mentioned that failing to step up oversight responsibility by the
IMO, and relinquishing entirely the responsibility to execute flag, port, and coastal
state functions of MARPOL without endeavouring to provide technical assistance as
well as compelling the State parties to effectively implement the instrument, would
render the overall objective of the IMO in addressing pollution emanating from ships
unfulfilled.
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The IMO since its inception in 1948 has made enormous contributions toward
preventing pollution from ships and protecting the marine environment. It is clear
that one of the recipes for ascertaining the effectiveness of the IMO is the level of
domestication, implementation, and enforcement of MARPOL by the developing and
least developing countries especially in the African region where the progress for
bringing this convention into their national laws is very slow. From the views of the
participants of the African and Asian region (P1-P12 excluding P9 and P10), these
recipes present an obvious challenge to the effectiveness of the IMO; even though
with the introduction of the IMO Member States Audit Scheme (IMSAS) which
seeks to provide a comprehensive audit and assessment of how Member States are
implementing the mandatory instruments of the organization (IMO), the least
developing States are still lagging in the effective implementation of the MARPOL
convention.
Notwithstanding the enormous support of the IMO in promoting and assisting
Member States in strengthening their performance and capabilities as port states, flag
states, and coastal states, relating to the implementation of MARPOL regulations,
participants (P4, P11, P14, P1, P10, P5, and P6) believed that the absence of
willingness of the major stakeholders and superiors, and lack of political will has
been a great challenge toward effective implementation of the MARPOL convention.
They further stated that the prioritizing of commercial interest has rendered crucial
and indispensable maritime-related matters such as ratifications of major IMO
instruments to be ignored. Also, views of the respondents (P14, P13, P8, P10, P1,
and P4) suggested that the major noticeable challenges relating to the enforcement of
the Annexes of MARPOL rely on the flags of convenience, data falsification as well
certification procedures, unavailability of strict penalties, inadequate reception
facilities, and Member States which are party to the MARPOL yet not accurately and
effectively legislating the substantive rules or regulations of the MARPOL annexes.
It was further observed from these responses that when a State which is a party to
particular annexes of MARPOL fails to implement and enforce the strict regulations,
ships flying the flag of that State will eventually capitalize on the less stringent
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enforcement measures of that State by violating the strict rules of the convention,
thereby inhibiting the stride towards the effectiveness of the IMO in relation to the
prevention of pollution from ships and protection of the marine environment.
The introduction of port state control inspection by the IMO to serve as a backup for
flag state implementation has proven to be an effective mechanism in tackling ship
source pollution. However, in light of the above, a participant (P1) stated that “there
is a lack of frequent and effective Port State Control (PSC) inspections by the
Member States, and this has a knocking effect on the implementation of the MARPOL
which in turn restrain the effectiveness of the IMO in addressing pollution from
ships”. The majority of oil tankers are now designed and operated safely and are
built to minimize the quantity of oil that would be spilled in the case of an accident,
due to measures put in place by the IMO. Additionally, operational pollution has
decreased from things like regular tank cleaning procedures. Participants (P10, P14,
P7, and P8) expressed their view that a major obstacle to effective implementation is
the unavailability of reliable monitoring equipment as well as surveillance capability
to adequately monitor discharges from the older vessels which were not constructed
based on the strict construction requirements. It appears that the lack of reception
facilities is another major obstacle to the effective implementation of the MARPOL
convention.
The response time of the IMO in addressing ship source pollution has been a point of
discussion over the years by some international organizations, even though the
MEPC of the IMO responds promptly to marine pollution issues by developing
measures or guidelines that provide information relating to the pollution prevention
from ships and protection of the marine environment. However, these participants
(P14, P1, P3, P2, and P13) highlighted that even though the MEPC prepares
guidelines or measures relating to pollution prevention from ships, their response
time in adopting these measures or regulations take a long time, and as a result
hinder their response time and proactiveness in addressing marine pollution. All
parties to the MARPOL treaty are compelled to abide by the regulations of Annexes
I and II, however, Annexes III, IV, V, and VI are optional and only enforceable with
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the express agreement of the parties. Invoking verbatim the statement of a participant
(P4), “the non-mandatory or optional annexes of MARPOL that the Member States
are not compelled to ratify and implement also pose some hindrances in the
adequate prevention of pollution from ships, and in turn inhibit the effectiveness of
the IMO in that regard”.
According to a representative (P14) from the IMO, “the organization's primary
responsibility is to establish a fair and effective regulatory framework for the
shipping sector, and to level the playing field, hence the IMO is transparent, and
maintained a high level of accountability and fairness in executing its
responsibilities pertaining to marine pollution prevention”. However, some of the
participants (P13, P10, P7, P3, and P6) were of the view that the obstacles to the
transparency of the organization are the disproportionate influence of some of the
private industries as well as the unequal influence of the developed and developing
States especially the United States and European Union countries, India, and China
in terms of the policy-making process. This view above was contradicted by a
participant from the Asian region who stated ‘that the IMO has been very
transparent in discharging its functions and responsibilities in the area of marine
pollution prevention and in its regulatory instruments, and offers no favourable
treatment to States. The organisation allows for objective reporting of incidences
and also provides excellent support for implementation through technical support in
response to IMSAS Audit Findings as well as ensures strict liability for offences and
breaches”.
The worldwide fleet has the potential to increase dramatically in the next decades.
This increase in the number and economies of scale of ships has the potential to also
increase the amount of GHG emissions in the shipping industry, thereby posing
greater risks to marine life and society. The IMO introduced the Ship Energy
Efficiency Management Plan (SEEMP), Energy Efficiency Operational Index
(EEOI), and Energy Efficiency Design Index (EEDI) in an attempt to improve the
energy efficiency and management of ships during their operation, and this has
tremendously paved the way in reducing the amount of GHG emissions. However,
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participants (P2, P11, P8, and P5) are of the opinion that the IMO’s effort to
minimize the impact of GHG emissions cannot be fully realized if its ambition is
only to reduce the emission through the use of energy-saving technologies, rather
than incorporating the use of very low carbon alternative fuel. It is also observed
from the responses that the inadequate skills and knowledge of the seafarers relating
to energy efficiencies pose a trickling effect on the SEEMP.

5.5. Summing up of Discussion
The effectiveness of the IMO in its mandate to prevent ship source pollution is
heavily dependent on how the Member States are implementing and enforcing the
mandatory requirements of MARPOL. In as much as the IMO is responsible for
addressing marine pollution emanating from international shipping, its mandate
cannot be fully achieved if the Member States don’t take the onerous responsibility
of implementing and enforcing the mandatory requirements of the Annexes of
MARPOL.
Although the IMO had introduced the International Maritime Organisation Member
States Audit Scheme (IMSAS) in order to have an effective oversight on instrument
implementation by the Member States especially MARPOL, its effect has not been
fully felt in the least developing countries, as commercial interest seems to have
superseded crucial maritime issues. Also, in effect of this commercial interest, the
aspect of the Flag of Convenience (FoC) hinders the enforcement of the Annexes of
MARPOL as a result of the reliance on some ineffective flag states that highly
prioritise commercial interest to enforce the substantive regulations.
On the other hand, the IMO has been very slow in providing technical and financial
assistance to the developing and least developing countries as a way of augmenting
their level of competency in the effective implementation and enforcement of the
mandatory requirements of MARPOL. There is a lack of adequate and effective port
state control mechanisms prompting ineffective global monitoring of ship source
pollution. The fines imposed in the least developed nations on older vessels are
typically quite light and most definitely not severe enough to deter MARPOL
violations, which in turn inhibit IMO’s effectiveness. Some significant oil-exporting
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States have not ratified all the annexes of MARPOL and as a result, restrict the
complete effect of the convention. In the decision-making process at the IMO, some
countries have more preference or special prerogative over others due to their
affiliations, contributions, or submissions, especially on climate change issues.
The potential increase of GHG emissions in the future cannot be squarely minimized
or eliminated by the ambitious target of the IMO in its energy efficiency mechanisms
without providing technical and financial assistance to the developing and least
developing countries, and also without incorporating an alternative source of fuel and
advanced technology. The strategic directions of the IMO are constantly updated to
meet emerging challenges, making the organization proactive in its functions, and
those strategic directions are in line with Member States' expectations.
IMO is a transparent organization striving for equal participation and levelling the
playing field, yet some Member States or regions have more influence or privilege
over others. There is effective collaboration between the IMO and its Member States
and also with other interagency and stakeholders. Overall, the IMO’s strive towards
efficiency and effectiveness is a continuous process as a result of the emerging
challenges involved in ship source pollution.
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CHAPTER SIX
6.0. CONCLUSION
The IMO has contributed significantly to the creation of regulatory frameworks for
the prevention and mitigation of marine pollution caused by shipping. The
organisation has gradually grown in terms of its institutional structure and mandate
for the avoidance of marine pollution from ships during the previous decades since
its founding in 1948. When the IMO was initially founded, without any express
mandate for maritime environmental protection, it was unthinkable to imagine that it
would become the most significant institution for marine environmental protection in
the whole globe. The organization has not only pushed for the approval of various
international marine environmental legislation frameworks but has also steadily built
up effective institutional frameworks for the protection of marine environments.

States' lagging in adhering to and upholding universally recognized regulations
found in the MARPOL Annexes is the main contributor to ineffective
implementation. Multilateral agreements for the facilitation of marine pollution
prevention are not always effectively implemented in underdeveloped nations due to
a lack of local legal and institutional structures. The non-implementation of IMO
legal instruments in underdeveloped nations is the primary issue with the marine
environmental protection initiative. Due to this, the overall efficiency of the IMO's
marine environmental regimes has come under scrutiny. This is tied to the problem
of technical and financial support. Although the MARPOL 73/78 Convention is a
strong international treaty and is frequently credited with reducing marine
environment pollution from ships, the absence of global enforcement, monitoring,
and port State control severely restricts the convention's efficacy. Intensifying port
State control and giving them more authority to take action against ships may be one
way to address the current poor state of MARPOL conventions' implementation. A
different strategy may be to extend the regulatory and enforcement authority of
coastal states, notably in the Exclusive Economic Zone (EEZ). To complement this
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procedure, giving the IMO some enforcement authority against substandard flags and
non-State entities like classification societies may be implemented.
One of the main factors contributing to the global lack of IMO marine environmental
law instruments' global enforcement is an over-reliance on flag State enforcement.
Complying with the IMO legal instruments is a challenge for developing nations,
both coastal and port States. The major causes of this non-compliance include a lack
of contemporary resources, including financial and equipment, as well as a clear lack
of political will. The least developed nations frequently struggle to properly
implement the MARPOL treaty because of financial constraints or economic factors.
Many of the world's least developed nations, which are already struggling to meet
the most basic needs of their citizens, would view investments in marine
environmental protection as an extravagance. In their ports, the majority of poor
nations lack reception facilities. Numerous poor nations believe that the
interpretation of the MARPOL provision referring to reception facilities does not
have legal force, even though the Convention imposes obligations on parties to
guarantee the provision of reception facilities.
The MARPOL Convention and several other marine pollution treaties were only
enacted and later changed in response to significant pollution incidents in the
developed countries, giving developing nations the perception that these conventions
are constantly focused on the industrialized world. These norms are unquestionably
reactive rather than proactive tools. The fact that there are no provisions for penalties
for failing to provide reception facilities under the MARPOL 73/78 and other marine
pollution Conventions is one of the principal factors for this reluctance. To enable
the MARPOL 73/78 Convention to be successfully implemented, reception facilities
must be made available.
The Energy Efficiency Regulations provide a very good opportunity for a
considerable decrease in emissions in the marine industry if they are effectively put
into practice. Nevertheless, given the nature of the industry, it is hoped that the
introduction of this new instrument would spur technical advancement, leading to the
creation of less expensive and more environmentally friendly practices than those
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already in use. Challenges have emerged including the technical capability of several
developing nations as a result of the Energy Efficiency Regulations. Because of their
technological and financial limitations, least developing countries may face
difficulties in implementing these requirements. The IMO's technical cooperation
program has not been able to meet its full objective of providing sufficient financial
and technical help for least developing countries, according to the respondents’
responses. For this reason, it is crucial that participating developed countries fulfil
their pledge to help least developing nations financially and technically.
Particularly, the laws governing representation are too permissive and can allow for
circumstances that don't always encourage openness and an equal playing field. In
light of the researcher’s view, taking into consideration the opinions of the different
maritime stakeholders, the IMO is an organization that always addresses and
accomplishes its predetermined objectives relating to ships’ pollution prevention
through continuous and never-ending improvement mechanisms. Hence, recalling
the theoretical aspect of organizational effectiveness and its attributes, the IMO is an
effective and efficient organization that strives to meet its mandate and expectation
of the Member States and other pertinent stakeholders in the effort to prevent
pollution from ships and protection of the marine environment. Since the IMO is a
big organization that seeks to address multiple issues in the shipping industry,
undertaking further research on the other aspect of its mandates is ultimately
essential.
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